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resumo 
 

 

O objetivo deste estudo é explorar a dimensionalização dos comportamentos 
de liderança autêntica e compreender o modo como os comportamentos 
(in)autênticos dos líderes influenciam as reações dos liderados. Para esse 
efeito, três objetivos “operacionais” são prosseguidos: (1) categorizar os 
comportamentos de líderes autênticos, (2) categorizar as reações dos 
liderados, e (3) compreender a relação entre os comportamentos dos líderes e 
as reações dos seguidores. 
Para atingir estes objetivos, foi desenvolvido um questionário composto por 
três partes, para quantificar o grau de liderança autêntica do líder e situações 
de liderança autêntica e não-autêntica e as respetivas reações dos liderados. 
A maioria das situações citadas de comportamentos de autênticos e não-
autênticos dos líderes encaixa nas quatro dimensões do constructo de 
liderança autêntica, tal como apresentado na literatura. No que diz respeito à 
classificação das reações dos seguidores, a maioria das reações relatadas 
também se enquadram nas categorias citadas na literatura. Uma série de 
reações a comportamentos inautênticos podem ser categorizadas como 
relacionamento transparente corajoso. 
Dentro dos comportamentos de liderança autêntica, a ligação mais 
frequentemente citada é a transparência relacional do líder e a aceitação do 
seguidor. Relações abertas e transparentes, de identificação e desempenho no 
trabalho são as reações dos seguidores com uma frequência menor, qualquer 
que seja o comportamento autêntico do líder. Considerando a reação a 
comportamentos não-autênticos, a reação mais comum é a falta de 
identificação pessoal e social com o líder ou organização. A falta de perspetiva 
moral internalizada e de autoconsciência do líder dão origem a uma reação de 
não identificação. 
Líderes com elevados valores de liderança autêntica parecem comportar-se 
com transparência relacional. Neste cenário, a ligação mais relatada entre os 
comportamentos e as reações é a relação entre a transparência relacional e 
aceitação. Ainda neste cenário, mas na análise dos comportamentos não 
autênticos, os comportamentos dos líderes mais citados são a falta de 
transparência relacional e falta de perspetiva moral internalizada. A partir desta 
ligação, a reação dos seguidores mais comum é o relacionamento 
transparente corajoso. 
Considerando os líderes classificados com os menores valores de liderança 
autêntica, um comportamento dominante autêntico não foi destacado, nem 
qualquer relação especial entre os comportamentos e reações. Considerando 
as situações de liderança não-autênticos, os comportamentos mais referidos 
são a falta de transparência relacional, a falta de perspetiva moral internalizada 
e falta de autoconhecimento, e as reações dos seguidores mais citadas são a 
não identificação, insatisfação no trabalho e relacionamento transparente 
corajoso. 
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abstract 

 
The goal of this study is to explore the dimensionalization of the behaviors of 
authentic leadership and understand how the authentic and non-authentic 
behaviors of the leaders influence the followers reactions. Therefore, three 
“operational” objectives are pursued: (1) categorize the behaviors of authentic 
leaders; (2) categorize the reactions of the followers; and (3) understand the 
relation between the leaders’ behaviors and the reactions of the followers. 
To achieve the latter goals, a three parts questionnaire was developed, to 
access authentic leadership measurement of the leader and situations of 
authentic and non-authentic leadership and the respectively reactions of the 
led.  
The majority of the cited situations of leaders’ authentic and non-authentic 
behaviors fit within the four dimensions of the authentic leadership construct as 
presented in the literature. In what concerns the categorization of the reactions 
of the followers, the majority of the reported reactions also fitted within the 
categories cited in the literature. A number of reactions to unauthentic 
behaviors can be categorized as courageous relational transparency. 
Within authentic leadership behaviors, the most often linkage is between the 
leader relational transparency and the follower acceptance. Open and 
transparent relationships, identification and job performance are followers’ 
reactions with a low appearance frequency, whatever the authentic behavior of 
the leader. Considering the reaction to non-authentic behavior, the most 
common reaction is a lack of personal and social identification with the 
leader/organization. The leader lack of internalized moral perspective and lack 
of self-awareness lead to a low identification reaction. 
Leaders with high values of authentic leadership seem to behave with relational 
transparency. In this scenario, the most reported linkage between behaviors 
and reactions is the relation between relational transparency and acceptance. 
Still in this scenario, but analyzing the non-authentic behaviors, the most 
mentioned leaders’ behaviors are lack of relational transparency and lack of 
internalized moral perspective. From this cross linkage, the most referred 
follower reaction is courageous relational transparency. 
Considering the leaders classified with the lowest values of authentic 
leadership, a dominant authentic behavior was not highlighted, nor any special 
relation between behaviors and reactions. Considering the non-authentic 
leadership situations, the most referred behaviors are lack of relational 
transparency, lack of internalized moral perspective and lack of self-awareness, 
and the followers’ reactions more times cited are low identification, job 
dissatisfaction and courageous relational transparency. 
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Chapter 1 

 
Introduction 

1 Leaders as builders of organization success 

The quality of the human resources of an organization is probably the main indicator 

of its performance and sustainability (Harter et al., 2003a; Harter et al., 2003b). The 

organization leaders and employees make decisions and take actions every day that 

impact the success of their organizations. Many of these decisions and actions are 

influenced by their own internal motivations and actions (Shore et al., 1995). 

Leaders have a special role influencing their own and the employee’s motivations and 

actions, therefore they are a key element of an organization.  There is no single 

definition of what a leader is or should be, or what leadership is. The topic has 

received attention in thousands of empirical studies, theoretical work, and popular 

writings. In a recent work, Kort (2008) started by exploring two different definitions of 

leadership: the “classic” leadership is about one person (the leader) getting other 

people (the followers) to do something; and leadership is the same as management, 

this is, the way to get things done (action). At the end, it is concluded that these 

approaches aren’t entirely realistic. Leadership may be independent of formal 

hierarchical structures, such as in politics or informal groups. Additionally, as for 

leadership being the same as management, Peter Drucker and Warren Bennis are 
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known for the quote1: “Management is doing things right; leadership is doing the right 

things”. Other authors also support that leadership cannot be unrelated from power 

and authority (Castanheira, 2010). Northouse (2009) states that despite the different 

ways in which leadership has been conceptualized, the four key components are 

central to the phenomenon: leadership is a process, involves influence, occurs in 

groups, and involves common goals. Collectively, the research findings on leadership 

from all of these areas provide a picture of a process that is sophisticated and complex. 

Nevertheless, there is a common agreement that to survive and prosper in today’s 

turbulent and uncertainty environment, organizations need leaders who are flexible 

and adaptive (Osborn et al., 2002; Yukl, 2008). Leaders must be able to understand the 

complex relationships among performance determinants and recognize what can be 

done to influence them in a beneficial way. They must be prepared to modify their 

leadership behavior, the competitive strategy, and the formal programs and structures 

to meet the challenges that confront them with the environment (Yukl, 2008). 

Moreover, turbulence and uncertainty affects also the led, which look for 

organizational leaders of character and integrity to provide direction and help them 

find meaning in their work (Gardner et al., 2005). In fact, these challenges have 

precipitated a renewed focus on restoring confidence, hope, and optimism; being able 

to rapidly bounce back from catastrophic events, helping people in their search for 

meaning and connection by fostering a new self-awareness; and genuinely relating to 

all stakeholders (associates, customers, suppliers, owners, and communities) (Avolio & 

Gardner, 2005). 

2 Leadership approaches 

Leadership is presently depicted in various models. In a recent review paper by Avolio 

et al. (2009), several different types of leadership were highlighted: 

 Authentic leadership (a pattern of transparent and ethical leader behavior that 

encourages openness in sharing information needed to make decisions while 

accepting followers’ inputs); 

                                                           
1
 Seven Habits of Highly Effective People (1989) by Stephen R. Covey. 
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 Transformational leadership (leader behaviors that transform and inspire 

followers to perform beyond expectations while transcending self-interest for 

the good of the organization); 

 Ethical leadership (the demonstration of normatively appropriate conduct 

through personal actions and interpersonal relationships, and the promotion of 

such conduct to followers); 

 Spiritual leadership (comprising the values, attitudes, and behaviors that are 

necessary to intrinsically motivate one’s self and others so that they have a 

sense of spiritual survival through calling and membership); 

 Cognitive leadership (a broad range of approaches to leadership emphasizing 

how leaders and followers think and process information); 

 Transactional leadership (leadership largely based on the exchange of rewards 

depending on performance); 

 New-genre leadership (leadership emphasizing charismatic leader behavior, 

visionary, inspiring, ideological and moral values, as well as transformational 

leadership such as individualized attention, and intellectual stimulation); 

 Shared leadership (an emergent state where team members collectively lead 

each other); 

 Cross-cultural leadership (leadership in a multicultural contexts); 

 Global leadership (leaders who are able to effectively lead across a variety of 

cultures) (House et al., 2002); 

 E-leadership (leadership where individuals or groups are geographically 

dispersed and interactions are mediated by technology). 

Additional models could be added to the list. All of these different models share 

components between them, but in general result of a more holistic theorization of 

leadership. Researchers explore a broad range of angles, including in their models the 

leader, the follower, the context, the levels, and their dynamic interactions (Avolio et 

al., 2004; Avolio et al., 2009; Harter et al., 2003a; Harter et al., 2003b; House et al., 

2002; Osborn et al., 2002; Rego et al., 2008; Yukl, 2008; Zhu et al., 2004). 
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Whit these broadband interactions, it is important to study the leaders behaviors and 

followers reactions, in order to better understand their consequences in the overall 

performance of an organization and promote the development of a more accurate 

strategic leadership behavior (Avolio & Mhatre, 2012). In this study, the Authentic 

Leadership (AL) will be focused. 

3 Authentic Leadership 

There is growing evidence that an authentic approach is desirable and effective for 

achieving positive and enduring outcomes in organizations (Walumbwa et al., 2008). 

As referred above, authentic leaders are defined as having transparent and ethical 

behavior, encourage openness in sharing and accepting information to make decisions, 

nevertheless, one is not completely authentic nor completely non-authentic. Thus, the 

Authentic Leadership construct comprises four dimensions: (1) relational transparency; 

(2) internalized moral perspective; (3) balanced processing; and (4) self-awareness. 

Table 1 presented a definition of each of this dimensions. 

Although theoretical evidence about Authentic Leadership is plenty, empirical 

evidence is still scarce, mainly in the Portuguese context. 

In this study, it is aimed to test if the four dimensions referred above are reflected in 

the people’s minds when they think about an authentic leader. It is also wanted to 

investigate how (in)authentic leadership behaviors influence the followers’ reactions. 

Finally, it is explored the degree to which authentic and (in)authentic leaders adopt 

inauthentic and authentic behaviors, respectively. It is considered that it is important 

to see Authentic Leadership as a complex phenomenon that should not be approached 

through “simplistic” lens. 

Authentic leaders may sometime adopt less authentic behavior, and inauthentic 

leaders may sometimes behave authentically. 
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Table 1 – Definition of the Authentic Leadership dimensions. 

Relational transparency A leader that openly shares information and 
express true thoughts, opinions and feelings. 

Internalized moral perspective A leader who is guided by high moral standards, 
based on values and ethics, and not on social and 
organizational pressure. Their behavior and 
decisions are consistent with the values shown 

Balanced  processing A leader that objectively analyze all relevant 
information before making a decision. Ask others 
to challenge their deeply entrenched positions and 
opinions, this is, are courageous and open-minded. 

Self-awareness A leader that shows his vision and sense of the 
world, recognizes and understands his own 
strengths and weaknesses, and is aware of how 
others see him and the impact he has on others. 

Source: (Avolio & Gardner, 2005; Gardner et al., 2005; Kernis, 2003; Vitória, 2010; 
Walumbwa et al., 2008) 

4 Dissertation scope 

Three main objectives are to be achieved within this dissertation thesis. (1) Categorize 

the behaviors of authentic leaders as perceived by a sample of Portuguese individuals; 

(2) categorize the reactions of the followers; and (3) understand the relation between 

the leaders behaviors and the reactions of the followers. 

The attain these objectives, the authentic leadership model developed in the literature 

will be used to explore the effect of different degrees of authenticity on the follower’s 

behavior. A quantitative and qualitative approach will be used. The quantitative 

methodology will assist the validation of the authentic leadership model constructs 

and the definition of the degree of authenticity of the leader according to their 

follower. Then the qualitative methodology will collect authentic and non-authentic 

leader’s behaviors and the follower reactions to these behaviors. For the qualitative 

data, the critical incident technique (Flanagan, 1954; Rego et al., 2008) will be used in 

order to identify how employees react to leadership behaviors that, in their view, are 

or not authentic. 
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Briefly, literature about authenticity and authentic leadership will be reviewed 

(chapter 2), then the research method will be presented (chapter 3) and will be 

followed by the presentation of the results (chapter 4) and their discussion (chapter 5). 

Finally, the conclusions, limitations and future studies will be highlighted. 

 



 

 

Chapter 2 

 
Literature review 

1 Introduction 

The literature is wide on different theoretical approaches to explain the complexities 

of the leadership process (Northouse, 2009). Considering the recent research history of 

conceptualizing leadership, one can observe two distinguished periods (Gaughan, 

2001). In the 1960s and 1970s, situational or contingency models proposed by Fielder, 

Vroom and Yetton, and Hersey and Blanchard, focused on identifying styles and 

behaviors which were dependent on a range of situational factors. These styles can be 

described as transactional leadership, this is, leadership based on the exchange of 

rewards contingent on performance (Avolio at al., 2009). However, in the beginning of 

1980s, studies started defending transformational models of leadership 

(Gaughan, 2001). These models, despite the observance of the behavior of the leader, 

focused on the perception and need of the staff, in order to highlight leaders’ 

behaviors that transform and inspire followers to perform beyond expectations while 

transcending self-interest for the good of the organization (Avolio et al., 2009). 

In the past few years, authentic leadership models started being reported in the 

scientific literature (Avolio et al., 2004; Avolio & Gardner, 2005; Avolio et al., 2009; 

Avolio & Mhatre, 2012; Cooper et al., 2005; Gardner et al., 2005; Gardner et al, 2011; 

Gardner & Schermerhorn Jr, 2004; George et al., 2007; Ilies et al, 2005; 
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Rego et al., 2012; Shamir & Eilam, 2005; Vitória, 2010; Walumbwa et al., 2008; 

Zhu et al., 2004). Authenticity has been an important theme in philosophical studies 

since the ancient Greece (Gardner et al., 2005). Avolio and Mhatre (2012) justify the 

recent interest of psychology, organizational behavior, and leadership scholars on 

authenticity and authentic leadership because of the advent of ethics violations in 

several industrial fields and even at government level. Organizations and their leaders 

seem to present a lack of concern for the consequences of their actions. Gardner and 

Schermerhorn (2004) refer that the organizations environment are being disrupted 

with the post 9/11 climate. There is an increase in employee’s anxiety, a decline in 

loyalty, and mistrust on leaders. Additionally, leaders are presently challenged by the 

globalization, political and social unrest, rapid technological advances, and societal 

disappointment over sensational examples of gross corporate misconduct (Enron 

Corporation scandal or Bernard Madoff Ponzi scheme, just to cite two well-known 

international cases). Leaders struggling with performance pressure are susceptible to 

management actions that, although offering the tempting securities of activity and 

peer identification, often fail to deliver real performance results and may highlight 

major problems on the human side of organizational dynamics. 

Despite the disrupted environment, there are evidence of inspirational effects of low 

profile but genuine leaders who lead by example in fostering healthy ethical climates 

characterized by transparency, trust, integrity, and high moral standards. Such 

individuals are called authentic leaders (Gardner et al., 2005) who are not only true to 

themselves, but lead others by helping them to also achieve authenticity, leading the 

way to develop positive ethical environments and sustainable accomplishments. 

2 Authenticity 

The construct of authenticity or what constitutes an authentic person has been 

defined and described in several different ways over time (Avolio & Mhatre, 2012; 

Gardner et al., 2005; Vitória, 2010). It has been defined as the absence of self-

deception, which involves actually being true to who you are; characterized by the 

ability to make individual choices, take responsibility for personal errors, and recognize 
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own drawbacks, while working towards the fulfillment of own potential (Avolio & 

Mhatre, 2012). More recent literature defines refined constructs. 

A empirically grounded perspective on authenticity is presented by Kernis (2003) as 

part of a larger theory on the nature of self-esteem. It was considered that when 

individuals come to know and accept themselves, including their strengths and 

weaknesses, they display high levels of stable, as opposed to fragile, self-esteem. Such 

individuals are also relatively free of the defensive biases displayed by less mature 

persons and consequently more comfortable forming transparent, open, and close 

relationships with others. Furthermore, they display authentic behavior that reflects 

consistency between their values, beliefs, and actions. From this, it was proposed that 

the construct of authenticity comprised four unique components. These components 

were awareness, unbiased processing, action, and relational orientation. Awareness is 

being aware of personal motives, feelings, desires, and other self-relevant cognitions. 

Such awareness involves a deeper understanding of personal strengths and 

weaknesses, personality, and the source and nature of personal emotions. Therefore, 

awareness assists the ability to carry out more consistent and genuine social 

transactions with others. 

Unbiased processing is defined as involving the objective processing of self-relevant 

information. It complements awareness in the way that it adds an element of objective 

accuracy to the self and other related knowledge derived from personal sense of self-

awareness. Therefore, individuals who are authentic are capable of processing self and 

other related information with greater accuracy, minimizing distortions, exaggerations, 

and biases. 

The third component of authenticity is actions one takes, and this constitutes the 

behavioral aspect of authenticity. It involves consistently behaving in a manner that is 

in accordance with one’s true self. Authentic individuals act in ways that are accurate 

representations of their beliefs and values. They stay true to their own selves and do 

not incur in behaviors that are contrary to own beliefs and values. 

The fourth component of authenticity is relational orientation, which involves 

achieving openness and truthfulness in one’s close relationships. Authentic individuals 

strive to achieve transparent relationships with others. They let others see them as 
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they really are. This type of orientation results in the development of transparent 

relationships that are characterized by a high level of trust among the participating 

parties. 

Similarly, Deci and Ryan (2000) asserted that authenticity is achieved when individuals 

enact internalized self-regulation processes - this is, their conduct is guided by internal 

values as opposed to external threats, inducements, or social expectations and 

rewards. Both of these research streams provide impressive empirical evidence of the 

positive consequences that accrue in terms of physical and psychological well-being to 

individuals who achieve relatively high levels of authenticity. 

Ilies et al. (2005) view authenticity as a broad psychological construct reflecting one’s 

general tendencies to view oneself within one’s social environment and to conduct 

one’s life according to one’s deeply held values. At more specific levels, authenticity is 

manifested in concrete aspects of one’s behavior and existence, such as in leading 

others. 

A noteworthy aspect of the way authenticity has been conceptualized lies in the fact 

that people are neither completely authentic nor inauthentic. Instead, they can best be 

described as being more or less authentic or inauthentic. (Gardner et al., 2005) 

3 Authentic leadership 

A theory of authentic leadership has been built over the last decade from the 

intersection of the leadership, ethics, and positive organizational behavior and 

scholarship literatures (Avolio et al., 2004; Avolio & Gardner, 2005; Avolio et al., 2009; 

Avolio & Mhatre, 2012; Cooper et al., 2005; Gardner & Schermerhorn Jr, 2004; 

Gardner et al., 2005; Gardner et al., 2011; George et al., 2007; Ilies et al., 2005; Rego et 

al., 2012; Shamir & Eilam, 2005; Vitória, 2010; Walumbwa et al., 2008; Zhu et al., 

2004). 

It started to be a process defined by positive psychological capacities and a highly 

developed organizational context, which leads to a greater self-awareness and self-

regulated positive behaviors of the leaders and the followers, and therefore 

encouraging positive self-development (Walumbwa et al., 2008). However, several 
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authors have expressed concerns about defining authentic leadership as encompassing 

the positive psychological capacities of confidence, hope, optimism, and resilience. 

Ilies et al. (2005) proposed a four-component model of authentic leadership, in a very 

close way to the model proposed by Kernis (2003) for authenticity, that included self-

awareness, unbiased processing, authentic behavior (authentic acting), and authentic 

relational orientation. 

Gardner et al. (2005) integrated these various perspectives and definitions and 

proposed a self-based model of authentic leader and follower development. They 

presented several definitional, theoretical, and philosophical reasons for rejecting the 

argument that authentic leadership is ethically neutral. It was emphasized that 

defining authenticity as involving self-awareness and self-acceptance appears to be 

conceptually inconsistent with a low level of moral development. Although people may 

be true to themselves at a modest level of moral development, they are unlikely to 

possess the capacity for self-reflection and introspection required for a true 

understanding of themselves (or others). It was pointed that authenticity, as 

theoretically defined and operationalized by social psychologists, is associated with 

advanced levels of cognitive, emotional, and moral development. The proposed model 

focuses on the core self-awareness and self-regulation components of authentic 

leadership, and was inspired also on Kernis (2003) conception of authenticity and Deci 

and Ryan (2000) self-determination theory. Several distinguishing features associated 

with authentic self-regulation processes were identified, including internalized 

regulation, balanced processing of information, relational transparency, and authentic 

behavior. The same was applied to the authentic follower. 

Avolio et al. (2005) consider that the enclosure of a positive moral perspective 

characterized by high ethical standards, that guide decision making and behavior, need 

to also be integrated in the authentic leadership construct. 

More recently, Walumbwa et al. (2008) aggregated the former work by Avolio and co-

workers (Avolio & Gardner, 2005; Gardner et al., 2005) and Ilies et al. (2005) to 

consolidate and conceptualized the construct of authentic leadership. The selection 

was justified because they consider that it is firmly rooted in the extant social 

psychological theory and research on authenticity; but also because it explicitly 
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recognizes and articulates the central role of an internalized moral perspective to 

authentic leadership and its development; and finally because it focuses explicitly on 

the development of authentic leaders and authentic followers, which make it more 

perceptible and ultimately something that can be developed in leaders. They consider 

these features to be crucial requirements for a theory of authentic leadership and its 

development. The social psychological conceptions of authenticity, by Kernis (2003) 

and Deci and Ryan (2000),  also suggest the two remaining distinguishing and crucial 

components of authentic leadership theory proposed by Avolio and co-workers (Avolio 

& Gardner, 2005; Gardner et al., 2005): an inherent moral component and a 

development focus. Gardner et al. (2005) emphasize that an advanced level of moral 

development is a requirement for the achievement of leader authenticity. 

Shamir and Eilam (2005) diverge from this view and  don’t consider the leaders’ values 

and convictions on their conceptualization of authentic leadership, reasoning that 

leaders can be “true to themselves” without attaining a high level of moral 

development or complying with high standards of ethical conduct. Indeed, it is 

questioned whether authenticity is positive among leaders with narcissistic or 

dysfunctional personalities, as mentioned early. Authentic leaders are described as 

having a central component of their self-concept, achieving a high level of self-

resolution or self-concept clarity, having self-concordant goals, and having a self-

expressive behavior. Nevertheless, Walumbwa at al. (2008) emphasize that any theory 

of leader development, but particularly one focused on authentic leadership 

development, will be incomplete and misguided if it does not contribute to increased 

awareness and attention to the inherent ethical responsibilities that should be present 

in the leadership role. They define authentic leadership as a pattern of leader behavior 

that draws upon and promotes both positive psychological capacities and a positive 

ethical climate, to foster greater self-awareness, an internalized moral perspective, 

balanced processing of information, and relational transparency on the part of leaders 

working with followers, fostering positive self-development. This definition reflects 

several assumptions that underlie their perspective of authentic leadership. 
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4 Leadership models and components 

As already mentioned in the introduction, it can be found in the literature different 

leadership models, based in a number of different theoretical components. 

Components such as leader self-awareness, relational transparency, internalized moral 

perspective, balanced processing, morality, followers influence, stimulation and 

development, respect for personality or positive relationships are commonly used to 

develop different leadership models, being shared among them. (Avolio et al., 2009; 

Bass & Steidlmeier, 1999; Brown & Treviño, 2006; Gardner et al., 2011; Nichols, 2008; 

Rego et al., 2007; Rego et al, 2008; Vitória, 2010; Walumbwa et al., 2008; 

Zhu et al., 2004) 

Table 2 shows a comparison of the core components and minor or implicit 

components of each theory, as well as the extent to which these components are 

reflected by other theories, extended from a work by Walumbwa et al. (2008). 

Before going deeper in to table 2, it will be useful to better define each component. 

The four Authentic Leadership dimensions were already defined in table 1 (previous 

chapter). Ethical leadership is defined by two dimensions: moral person and idealized 

influence. The first is attributed to a leader seeking to do the right thing personally and 

professionally and having the attributes of honesty, fairness, integrity, and openness. 

Moral manager is ascribed to self-disciplined and consistent leaders, in their pursuit of 

clear ethical standards, which they refuse to compromise even in the face of 

uncertainty or pressure (Brown & Treviño, 2006; Walumbwa et al., 2008). Leaders with 

idealized influence tend to place followers’ needs over their own needs, share risks 

with followers, and demonstrate devotion to a set of underlying principles and values. 

Inspirational motivation involves motivating and inspiring followers by providing 

meaning, mutual understanding, and challenge to their work. Intellectual stimulation 

entails stimulating followers to question assumptions, reframe problems, and 

approach old situations in completely new ways. And Individualized consideration is 

attributed to leaders who pay attention to followers’ individual needs for achievement 

and growth by acting as a coach or mentor, creating learning opportunities, and 

fostering a supportive climate for individual growth. (Walumbwa et al., 2008) 
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Table 2 - Comparisons of authentic leadership with other leadership theory. 

Theoretical Components Authentic 

leadership 

Ethical 

leadership 

Transform. 

leadership 

Spiritual 

leadership 

Authentic leadership     

   Leader self-awareness     

   Relational transparency     

   Intern. moral perspective     

   Balanced processing     

Ethical leadership     

   Moral person     

   Moral manager     

Transformational 

leadership 

    

   Idealized influence     

   Inspirational motivation     

   Intellectual stimulation     

   Individual. consideration     

Spiritual leadership     

   Follower development     

   Respect for personal     

   Positive relationships     

Note:  indicate core components;  

           indicate minor or implicit component. 

 

Source: (Avolio et al., 2009; Bass & Steidlmeier, 1999; Brown & Treviño, 2006; 
Gardner et al., 2011; Nichols, 2008; Rego et al., 2007; Rego et al., 2008; Vitória, 2010; 
Walumbwa et al., 2008; Zhu et al., 2004) 
 

Follower development refers to the promotion of self-determination and employee 

personal development. Respect for personal is attributed to leaders respecting the 

personal and inner life of employees, as well as displaying kindness, compassion, 

loyalty, and respect. Positive relationships are credited to leaders that promote 

positive interpersonal relationships and a sense of team community. (Rego et al., 2008) 

The border between some components is very fade and there is a conceptual overlap 

between the leadership constructs, which explains the data present in table 2. 

Comparing authentic and ethical leadership, both theories describe leaders as moral 

persons who exhibit honesty, integrity, and openness and a desire to do the right 
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thing, as table 2 indicates. Moreover, authentic leadership shares the focus on ethical 

role modeling that is central to the moral manager component of ethical leadership 

(Walumbwa et al., 2008). Nevertheless, ethical leadership involves a moral 

transactional focus on moral management that involves using rewards and discipline to 

hold followers accountable for ethical conduct (Brown & Treviño, 2006). Thus, the 

moral manager component of ethical leadership is only partially reflected in authentic 

leadership theory. Authentic leadership theory likewise contains distinctive 

components that are not considered by ethical leadership theory. Specifically, the 

focus on self-awareness, relational transparency, and balanced processing all 

represent features of authentic leadership not captured in operational definitions of 

ethical leadership. 

Transformational leadership is composed of five components: attributed charisma2, 

idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration (Avolio & Gardner, 2005; Bass & Steidlmeier, 1999; 

Nichols, 2008). Although authentic leadership is closely related to the four behavioral 

dimensions of transformational leadership, the proposed dimensions of authentic 

leadership are not explicitly encompassed by transformational leadership 

(Walumbwa et al., 2008). The literature points a key distinction to be that authentic 

leaders are anchored by their own deep sense of self-awareness, this is, they know 

where they stand on important issues, values, and beliefs, and they are transparent 

with those they interact with and lead. They display internalized moral perspective and 

self-regulation by staying their course through difficult challenges and convey to 

others, often through actions and words, what they represent in terms of principles, 

values, and ethics (Ilies et al., 2005). Because authentic leaders know themselves and 

remain true to their values, they choose leadership roles that are consistent with 

internal self-concepts and goals, such that over time they create high alignment 

between their internal core beliefs, their self-identity, and their leader role and 

actions. In this way, authentic leaders serve both themselves and their followers in a 

simultaneous manner driven by core consistent values (Walumbwa et al., 2008). 

                                                           
2
 Attributed charisma has been described as representing leadership impact and reflecting followers attributions, 

and not necessarily leader behaviour, which is the main focus of this study. 
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Although the outcomes of authentic leadership for organizations, followers, and other 

stakeholders will reflect the internal values of the leader, they will not necessarily 

match the outcomes for transformational leadership, which is often described as 

developing followers into leaders. To the contrary, authentic leaders are posited to 

focus on follower development toward achieving authenticity, which may or may not 

involve serving in a leadership role. Although authentic leaders build enduring 

relationships and lead with purpose, meaning, and value, they may not be described as 

charismatic or inspirational by others. Because authentic leaders are transparent when 

dealing with challenges, the process by which followers internalize their beliefs and 

values may be based less on inspirational appeals, dramatic presentations, symbolism, 

or other forms of impression management, and more on their character, personal 

example, and dedication. In contrast, transformational leaders have been shown to 

transform others and organizations through a powerful, positive vision; an 

intellectually stimulating idea; attention to uplifting the needs of followers individually; 

and having a clear sense of purpose. (Bass & Steidlmeier, 1999) 

Spiritual leadership suggests that leaders values, attitudes, and behaviors, namely the 

respect for the individual,  may influence the followers needs for spiritual survival, the 

need to feel that one makes a difference through service to others and of belonging 

(Rego et al. 2008), leading to follower development and the creation of positive 

relationships. Authentic leadership model conjugates these components, but add 

distinctive components that are not considered by spiritual leadership. The focus on 

self-awareness, relational transparency, and balanced processing all represent features 

of authentic leadership not completely considered in the spiritual leadership model. 

5 Authentic leadership behaviors and followers’ attitudes and 
behaviors 

The nature of the leader–follower relationship influences the overall organization 

performance (Fisk & Friesen, 2012). Authentic leaders are described as determined to 

achieve authenticity through self-awareness, self-acceptance, authentic behavior, and 

open and transparent relationships. The same was applied to describing the authentic 

follower, who in interactions with the leader not only developed authenticity in him or 
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herself, but also in the leader. In the same way, authentic leadership behaviors will 

influence the follower’s attitudes and behaviors (Avolio & Mhatre, 2012). 

Several authors writing on what constitutes authentic leadership have offered several 

alternate theoretical frameworks and perspectives aimed at describing the multi-

faceted aspects constituting authentic leadership. (Avolio et al., 2004; Avolio & 

Mhatre, 2012; Fisk & Friesen, 2012; Gardner et al., 2005; Gardner et al., 2011; 

Ilies et al., 2005; Michie & Gooty, 2005; Rego et al., 2012; Yukl, 2008) 

A theoretical framework connecting authentic leadership to followers’ attitudes and 

behaviors has been proposed by Avolio et al. (2004), in their study of the authentic 

relationship that emerges between an authentic leader and follower, attempting to 

explain the potential mediating mechanisms that allow authentic leaders to exert their 

influence on followers’ attitudes, behaviors, and performance.  

According to the study, authentic leaders affect their followers’ attitudes and 

behaviors by creating a sense of personal and social identification among their 

followers. They use positive role modeling and set high moral standards to connect 

with their follower’s self-concepts so that their followers’ values and beliefs become 

more similar to those of their leader. Such leaders are identified by their followers for 

leading from the front (they don’t delegate, abdicate or relegate), by transparently 

discussing their mutual vulnerabilities, and by having a constant focus on the growth 

and development of their followers, as well as themselves. Moreover, by creating an 

environment that is characterized by high levels of honesty and integrity, they create 

among followers a sense of pride in belonging to the group, which will motivate 

followers to personally and socially identify with the authentic leaders and the leaders’ 

group/organization. Such personal and social identification on the part of the followers 

leads to high levels of hope, trust, as well as positive emotions and positive states. 

Trust and positive states/emotions will subsequently lead to higher levels of follower 

commitment, job satisfaction, meaningfulness, and engagement, which in turn would 

lead to increased extra effort, job performance and a reduction in withdrawal 

behaviors by followers. The theoretical framework offered a comprehensive 

assessment of how the components of authentic leadership related to mediators and 
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moderators, and how each related to the followers’ authenticity and their 

performance. (Avolio et al., 2004) 

The former theoretical framework was later extended by outlining the various 

components associated with the process of authentic leadership (Avolio & Gardner, 

2005). To fully examine core constructs comprising authentic leadership in action, 

along with its subsequent impact involved an examination of 9 major facets associated 

with the authentic leadership process. They were (1) Positive psychological capital 

including the psychological states of efficacy, hope, optimism, and resiliency, (2) 

Positive moral perspective, (3) Leader self-awareness, (4) Leader self-regulation, (5) 

Leadership processes/behaviors, (6) Follower self-awareness/regulation, (7) Follower 

development, (8) Organizational Context, and (9) Veritable and sustainable 

performance beyond expectations. It is important to distinguish this 9 facets 

associated with the authentic leadership process from the 4 core constructs 

comprising authentic leadership in that the 9 components encompass the entire 

process associated with authentic leadership and in part its development. Specifically, 

the process of authentic leadership minimally includes an authentic leader, his or her 

followers, the relationships between the two, the context and the outcomes that 

follow as a result. Whereas, the 4 constructs describe what constitutes the 

composition of an authentic leader. 

According to Avolio & Mhatre (2012), this proposed framework assisted the 

development of the research process on authentic leadership in three important ways: 

(a) it presented a relatively comprehensive list of the elements associated with the 

emerging theory on authentic leadership thus supporting a more structured and 

organized efforts at subsequent theory development; (b) it offered a multi-level 

framework for examining authentic leadership that included the leader, follower, 

context and performance; and (c) it provided a broader platform for examining the 

discriminant validity of authentic leadership by comparing and contrasting it with 

other leading leadership frameworks such as the transformational leadership theory, 

ethical leadership theory, the charismatic leadership theory, and theories of servant 

leadership, and spiritual leadership. 
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Further developments by Gardner at al. (2005), focused on the follower component 

within a more dynamic authentic leadership framework, offering a multi-level self-

based perspective of authentic leadership that also examined follower development. 

The concept of ‘authentic followership’ as an integral component of authentic 

leadership development was introduced. Special attention was given to the process 

through which authentic leaders use positive role modeling to create authentic 

followers who possess high levels of self-awareness and who practice self-regulatory 

behaviors that would mirror the values and beliefs of their authentic leaders. This 

mirroring of values and beliefs does not in any way discourage disagreements between 

authentic leaders and their followers because followers expect their authentic leaders 

to be transparent with them, to be fair when receiving criticism, to treat feedback with 

the highest moral standards, and to use that feedback to enhance their self-

awareness. It is more a reflection of the fact that authentic leaders attempt to develop 

authentic transparent relationships with their followers where followers are free to 

remain true to their own core values and beliefs, while ultimately modeling their leader 

to display the same qualities with their peers and followers. It may also be the case, which 

the follower becomes a role model for the leader modeling aspects of authentic leadership 

that the leader then adopts. 

It is also suggested that personal history and trigger events act as antecedents of both 

authentic leadership and authentic followership and the authentic relationship that 

results leads to outcomes of follower trust, engagement, workplace well-being, and 

sustainable and veritable performance. Including context in their discussion, they also 

examined the role played by an ethical and strengths-based organizational climate in 

fostering the development of authentic leaders and followers. 

These theoretical frameworks are very close to the one proposed by Ilies et al. (2005) 

where it is proposed a multi-component model of authentic leadership and follower 

development. Similar to the other work on authentic leadership, they described the 4 

elements comprising authenticity, as well as the processes through which authentic 

leadership impacts the eudaemonic well-being of leaders and their followers. 

Table 3 presents a summary of authentic leadership behaviors reported in the latter 

literature, as well as of the reactions authentic behaviors tend to stimulate on 
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followers’ attitudes and behaviors. Besides the four main behaviors of authentic 

leadership: leader self-awareness; relational transparency; internalized moral 

perspective; and balanced processing, some authors unfold these categories further, 

highlighting: self-regulated, self-acceptance, open relations or transparent 

relationships, ethical, honesty and integrity behaviors. The reported reactions that 

these authentic behaviors may generate on the followers are mainly: self-awareness or 

even a positive self-development; relational transparency; sense of belonging; 

personal and social identification; commitment; meaningfulness, engagement and job  

satisfaction and performance; and even a reduction in withdrawal behaviors. 

In this study, it is aimed to test, in the Portuguese context, authentic leadership 

behaviors as reported by the followers, as well as of the reactions that (in)authentic 

behaviors tend to stimulate on followers. 

In the following chapter, the research method will be presented, namely the 

investigation procedure will be described, as well as the authentic leadership 

measurement (content analyses; leaders’ authentic behaviors; leaders’ non-authentic 

behaviors; followers’ reactions to authentic behaviors; followers’ reactions to non-

authentic behaviors) and a description of the sample. 
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Table 3 - Authentic Leadership behaviours’ and their effect on followers’ reactions and 
behaviors. 

Authentic Leadership behaviors Followers’ reactions and behaviors 

Self-awareness 

Self-regulated 

Self-acceptance 

Relational transparency 

Internalized moral perspective 

Balanced  processing 

Authentic behavior 

Open relationships 

Transparent relationships 

Ethical 

Honesty 

Integrity 

 

Self-awareness 

Authentic behavior 

Open relationships 

Transparent relationships 

Positive self-development 

Pride in belonging to the group 

Personal identification 

Social identification 

Commitment 

Job  satisfaction 

Meaningfulness 

Engagement 

Increased effort 

Job performance 

Reduction in withdrawal behaviors 

Source: (Avolio et al., 2004; Avolio & Mhatre, 2012; Fisk & Friesen, 2012; 
Gardner et al., 2005; Gardner et al., 2011; Ilies et al., 2005; Michie & Gooty, 2005; 
Rego et al., 2012; Yukl, 2008) 
 

 





 

 

Chapter 3 

 
Method 

1 Introduction 

In this chapter the research method will be presented. A quantitative and qualitative 

investigation procedure will be described and will be followed by the description of the 

content analyses, leaders’ authentic behaviors, leaders’ non-authentic behaviors, 

followers’ reactions to authentic behaviors, followers’ reactions to non-authentic 

behaviors, in order to measure the authentic leadership. A description of the sample is 

also be made. 

2 Procedure 

The study was carried out in the first semester of 2011, by means of a three part 

on-line survey. The questionnaire, in Portuguese language, is presented in appendix to 

this document. Although the questionnaire was available on-line, it was not freely 

open. All of the responders have been invited in person or by e-mail to fill up the 

questionnaire, therefore the sample is a convenience one. Additionally, all the 

participants are Portuguese. A total of 262 persons were invited, of which 104 have 

replied. The response rate was 39,7%. Of the 104 inquiries, 102 were validated and 

used for the study. 

 As referred above, the questionnaire was composed of three parts. The first part used 

a quantitative methodology to assist the validation of the authentic leadership model 
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constructs and the definition of the degree of authenticity of the leader according to 

their follower. The second part was dedicated to the acquisition of qualitative data 

using the critical incident technique (Flanagan, 1954; Rego et al., 2008). This was used 

to identify how employees react to authentic and non-authentic leadership behaviors. 

The last part was dedicated to the characterization of the person filling the form, and 

included age, gender, academic qualifications and for how long does the person works 

(or worked) with the described leader. It should be mentioned that the questionnaire 

was preceded by a sort explanation of the study that was being carried out. 

In the critical incident technique, an incident is any observable social activity that is, in 

itself, suitably to permit inferences and predictions to be made about the person 

performing the act. To be critical, an incident must occur in a situation where the 

purpose or intention of the act seems fairly clear to the observer and where its 

consequences are sufficiently convincing to leave little doubt concerning its effects 

(Flanagan, 1954). This is an inductive method that needs no hypotheses and in which 

patterns are formed as they emerge from responses, allowing the researcher to 

generate concepts and theories (Rego et al., 2008). Respondents are invited to report 

behaviors in defined situations and the results or outcomes of the behavioral actions. 

Incidents should be gathered until redundancy appears. It is recommended that a 

heterogeneous group of respondents are used in order to obtain diverse and 

exhaustive descriptions from which the classification of behaviors and attitudes can be 

developed. 

It must be noted that the critical incident technique has some drawbacks and 

limitations. Being retrospective in nature, it may be flawed by recall bias and other 

undesirable biases, such as consistency factors or memory lapses. For example, it is 

possible that when thinking about events that took place sometime before the data 

collection, the respondents reinterpreted the incidents. (Rego et al., 2008) 

3 Sample 

A total of 262 invitations were made, of which 104 have replied and 102 validated. The 

third part of the questionnaire was dedicated to the characterization of the 
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respondents, and included age, gender, academic qualifications and the length of 

contact between the responder and the leader. 

Regarding the age distribution of the responders, 94,1% have between 25 

and 50 years. The thirty something age group represent 58,8%. The average age of the 

sample is 36,0 years with a standard deviation of 7,1 years. The sample was composed 

of 47,1% of women and 52,9% of men. Concerning the academic qualification of the 

responders, only 7,8% do not have a university level qualification. 49,0% are 

graduated, 25,5% possess a master degree and 17,6% hold a PhD as their higher 

qualification degree. Finally, the length of contact between the responders and the 

leader, this is, for how long does the person work (or worked) with the described 

leader, 83,3% work with their superior for a time between 1 and 10 years, 10,0% work 

for less than 1 year, and only 5,9% work with their supervisor for more than 10 years. 

31,1% collaborate for a periods of 1 to 2 years, 25,5% from 3 to 5 years, and 26,5% 

from 6 to 10 years.  The average length of the time that the responders work with the 

leader (length of contact) was of 4,60±4,16 years. It must be noted that from the 102 

replies validated, one questionnaire didn’t have the indication of for how long the 

responder work with the leader being described. 

4 Authentic leadership measurement 

The authentic leadership measurement used a 12 four-point items adopted from the 

16 five-point items of the Authentic Leadership Questionnaire (Copyright © 2007 

Authentic Leadership Questionnaire (ALQ) by Bruce J. Avolio, William L. Gardner, and 

Fred O. Walumbwa. All rights reserved in all media. Distributed by Mind Garden, Inc. 

www.mindgarden.com). Only 12 items were selected to avoid having a too long 

questionnaire, once that our study included a quantitative and a qualitative part. The 

questionnaire measures four dimensions: self-awareness, relational transparency, 

internalized moral perspective, and balanced processing. The used items are listed in 

table 4. For the elaboration of the Portuguese questionnaire used in the inquiry, an 

already translated set of items was used (Rego et al., 2012). Respondents report the 
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Table 4 - Authentic leadership measurement – items and reliabilities. 

Dimension Items 
Cronbach 

alphas 

Relational 
Transparency 

1. Says exactly what he or she means. 

0,79 2. Is willing to admit mistakes when they are made. 

3. Encourages everyone to say what they think 

Internalized 
Moral 

Perspective 

4. Demonstrates beliefs that are consistent with 
actions. 

0,88 5. Makes decisions based on his or her core beliefs. 

6. Takes difficult decisions based on high ethical 
standards 

Balanced 
Processing 

7. Solicits views that challenge his or her deeply held 
positions. 

0,88 
8. Analyzes relevant information before taking a 
decision 

9. Listens carefully to different points of view before 
coming to conclusions. 

Self-
Awareness 

10. Accurately describes how others view his or her 
capabilities. 

0,86 11. Know when it's time to reevaluate his or her 
positions on important issues. 

12. Understand how his or her actions impact others. 

Authentic 
Leadership 

Relational Transparency 

0,90 
Internalized Moral Perspective 

Balanced Processing 

Self-Awareness 

 

frequency (0: “not at all”; 4: “frequently, if not always”) with which their supervisors 

adopt the 12 behaviors/attitudes. 

All Cronbach Alphas are higher than 0,70. To obtain a composite authentic leadership 

score: (1) the study averages the items for each of the four subscales to arrive at a 
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composite average for each subscale; (2) then, the study averages the averages for 

each of the four subscales. Cronbach Alpha is 0,90. 

5 Content analysis of critical incidents 

The content analysis of the individual qualitative responses was performed for the 

authentic and non-authentic leaders’ behaviors and the followers’ reactions to those 

authentic and non-authentic leaders’ behaviors. 

Figure 1 display a summary of the categories and subsections which were used to 

perform the content analysis of the individual qualitative responses. 

5.1 Authentic Leadership behaviors 

The leaders behaviors were categorized according to the four dimensions presented in 

the literature: relational transparency; internalized moral perspective; balanced 

processing; and self-awareness. A category “other” was created to join the few 

responses that didn’t fit on the latter categories. 

Relational transparency is a behavior attributed to a leader that openly shares 

information and express true thoughts, opinions and feelings. Examples of this 

behaviors, from the obtained responses are: “when I decided to change my working 

activity, my supervisor told me exactly what his point of view was and supported my 

decision”; “the company didn’t have money to pay the Christmas bonus, so the leader, 

in a meeting, described the situation and the way to solve the problem”; “in the 

process of performance evaluation, the leader spoke directly with each follower to 

explain is decision”; or “the leader explained clearly to a client the pros and cons of the 

product”. 

A leader who is guided by high moral standards, based on values and ethics, and not 

on social and organizational pressure is categorized as having an internalized moral 

perspective. Examples of this behavior are: “the company’s strategy involved the 

reduction of some intermediaries in the supply/selling chain. However, the leader 

refused to "steal" customers’ to existing intermediaries”: “despite some outside 
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“pressures”, the leader organized the request for tender in an equality way”: “the 

leader called the attention of a supplier to the fact that some of the components were 

not charged”; or “although the pressures to carry on with a show event, the leader 

canceled the event because of a major technical problem”. 

Balanced processing is attributed to described behaviors where the leader objectively 

analyzes all relevant information before making a decision, and/or asks others to 

  

 

Figure 1 - Studied sub-sections. 

Categories 

Leaders 
behaviors 

Authentic 
behaviors 

Relational 
transparency 

Internalized moral 
perspective 

Balanced 
processing 

Self-awareness 

Other 

Non-authentic 
behaviors 

Lack of relational 
transparency 

Lack of 
internalized moral 

perspective 

Lack of balanced 
processing 

Lack of self-
awareness 

Other 

Followers 
reactions 

Authentic 
behaviors 

Open/transparent 
relationships 

Identification 

Commitment/ 
engagement 

Acceptance  

Wellbeing at work 

Job performance  

Other 

Non-authentic 
behaviors 

Passivity 

Low Identification 

Uncommitment/ 
disengagement 

Job dissatisfaction 

Poor job 
performance 

Courageous 
relational 

transparency 

Other 



Method 

 29 

challenge their deeply entrenched positions and opinions. Examples of this are: “the 

leader listens and tries to understand the followers” “the leader asked for help to 

promote new ideas for a project”; the leader openly asked the followers opinions”; or 

“the leader shows his point of view but is always ready to listen to others’ opinion”. 

Self-awareness is a behavior attributed to a leader that shows his vision and sense of 

the world, recognizes and understands his own strengths and weaknesses, and is 

aware of how others see him and the impact he has on others. Examples of 

descriptions assigned to this category are: “given a more complicated surgery, the 

leader was humble to recognize that the follower had more experience, so he ask him 

to perform it”; “in a conflict with a client, the leader was able to stay calm and at a 

high level of politeness”; “he acknowledged that he was wrong in the interpretation of 

a situation”; or “the leader highlighted to the followers that he also did some mistakes 

when he was younger”. 

Descriptions such as: “the leader rewarded the employers because although he didn’t 

achieve the selling goal, he was in the edge of it”; “the leader believed in the follower 

potential and supported him in a hard and long process”; “after a defeat, the leader 

encouraged everybody”; and “when the good name of company is placed in stake, the 

leader always supports his team”, are out of the four dimensions that the literature 

assign to authentic leadership, therefore the were categorized as “other”. 

Table 5 synthetizes the Authentic Leadership behaviors. 

5.2 Non-authentic Leadership behaviors 

Leaders’ non-authentic behaviors were categorized with the inversion of the four 

authentic leadership dimensions: lack of relational transparency, lack of internalized 

moral perspective; lack of balanced processing; and lack of self-awareness. 

A leader with lack of relational transparency is a leader that does not openly shares 

information nor expresses true thoughts, opinions and feelings. Examples of responses 

allocated to this category are: “the leader stated a decision in the board meeting and 

then withdrew it in a private meeting”; “the leader promised a reward in the future, 

but then denies it. When confronted with an e-mail stating it, he started doing 
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blackmail with the follower”; “the leader acted non-authentic when he sold equipment 

that was not in good conditions. He never assumed the malfunction when the 

problems arouse”; or “the leader deliberately misleads the salary expectations of 

employees”. 

Lack of internalized moral perspective is attributed to a leader who is not guided by 

moral standards, but commonly by social and organizational pressure. Examples of this 

behavior are: “in a meeting with his hierarchal superior, the supervisor blames the 

follower for not having accomplished a task, therefor he was not able to do his part, 

but in fact the follower part was already done”; “the leader acts just on the defense of 

the present structures, without changing the status quo”; “in a scientific paper, the 

 

Table 5 - Authentic Leadership behaviors. 

Dimension Definition Example 
Relational 
transparency 

A leader that openly shares 
information and express true 
thoughts, opinions and 
feelings. 

In the process of performance 
evaluation, the leader spoke directly 
with each follower to explain is 
decision. 

Internalized 
moral 
perspective 

A leader who is guided by high 
moral standards, based on 
values and ethics, and not on 
social and organizational 
pressure. 

The company’s strategy involves the 
reduction of some intermediaries in 
the supply/selling chain. However, 
the leader refused to "steal" 
customers’ to existing 
intermediaries. 

Balanced 
processing 

A leader that objectively 
analyze all relevant 
information before making a 
decision. Asks others to 
challenge their deeply 
entrenched positions and 
opinions. 

The leader openly asked the follower 
opinion. 
 

Self-
awareness 

A leader that shows his vision 
and sense of the world, 
recognizes and understands 
his own strengths and 
weaknesses, and is aware of 
how others see him and the 
impact he has on others. 

Given a more complicated surgery, 
the leader was humble to recognize 
that the follower had more 
experience, so he ask him to perform 
it. 
 

Other  After a defeat, the leader 
encouraged everybody. 
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leader used data form other people without their consent”; “a worker adopted a child. 

Therefor he had the legal right to take a period of leave. The leader pressed the worker 

to find someone to take care of the child because he couldn’t be dismissed”. 

A leader that doesn’t objectively analyze information before making a decision is 

categorized as having lack of balanced processing. Examples of this are: “the leader 

toke part of one side because he had a personal relation with that person”; “the 

follower proposed a change in the weekly class timetable. The leader asked the 

follower to speak directly with him, but them he had is decision taken and just wanted 

to justify the decision, begin incoherent with past identical situations”; “often he 

charge people based on rumors”; or “the leader evaluated the followers without 

considering all relevant information”. 

Lack of self-awareness is endorsed to a leader that doesn’t show his vision and sense 

of the world, nor recognizes and understands his own strengths and weaknesses, and 

is unaware of how others see him and the impact he has on others. Responses 

categorized as lack of self-awareness were: “the leader promises things that are not 

dependent of him and that he cannot achieve”; “the leader gives different indications 

to the technicians in how to handle a problem”; “the leader always imposes his own 

opinion without earing anybody else”; or “the leader is very insecure. He may make 

decisions against his hilling by influence of his supervisors”. 

Responses such as: “in a conflict, the leader didn’t do anything thus not solving the 

problem”; “the leader behaves non-authentically when she is not communicative with 

the follower”; and “the supervisor doesn’t care about the requalification of the service, 

defending himself that this is an order from the board” were classified as “other”. 

Table 6 synthetizes the Non-authentic Leadership behaviors. 

 

5.3 Followers’ reactions to authentic leadership behaviors 

The followers’ attitudes and behaviors were categorized according to an assembly of 

the attitudes and behaviors displayed in the literature, and summarized in table 3 
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Table 6 - Non-authentic Leadership behaviors. 

Dimension Definition Example 
Lack of 
relational 
transparency 

A leader that does not openly 
shares information nor express 
true thoughts, opinions and 
feelings. 

The leader promised a reward in the 
future, but then denies it. When 
confronted with an e-mail stating it, 
he started doing blackmail with the 
follower. 

Lack of 
internalized 
moral 
perspective 

A leader who is not guided by 
moral standards, but 
commonly by social and 
organizational pressure. 

In a meeting with his hierarchal 
superior, the supervisor blames the 
follower for not having accomplished 
a task, therefor he was not able to 
do his part, but in fact the follower 
part was already done. 

Lack of 
balanced 
processing 

A leader that doesn’t 
objectively analyze 
information before making a 
decision. 

The leader toke part of one side 
because he had a personal relation 
with that person. 

Lack of self-
awareness 

A leader that doesn’t show his 
vision and sense of the world, 
nor recognizes and 
understands his own strengths 
and weaknesses, and is 
unaware of how others see 
him and the impact he has on 
others. 

The leader promises things that are 
not dependent of himself and that he 
cannot achieve. 

Other  In a conflict, the leader didn’t do 
anything thus not solving the 
problem. 

 

(page 21). For the followers’ reactions to authentic behaviors seven different 

categories were created: open/transparent relationships; identification; 

commitment/engagement; acceptance; wellbeing at work; job performance; and 

other. 

Category “open/transparent relationships” are attributed to the follower that 

contributes to an open and transparent relationship. Cited examples are: “I made a 

proposal and negotiated my continuation”; “I was naturally open to exchange idea 

with him to achieve the best solution”; “I openly clarified the situation”; or “I told my 

supervisor that I understand the situation”. 

The behavior in which the follower reacts with pride in belonging to the group, 

expressing personal and social identification is classified as “identification”. Examples 
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of this are: “I developed the feeling of belonging to the group”; “I was glad that the 

leader showed great credibility”; “I reacted with satisfaction to belong to an 

organization with values”; or “I identified myself with that decision”. 

Commitment/engagement is ascribed to behavior where the follower reacts with 

commitment to the job or reacts with engagement and with an increased effort. An 

example of this category is: “I tried to give my best”. 

Category “acceptance” is a behavior attributed to situation where the follower reacts 

with acceptance of the leader decision or is engaged with the leader. Examples of this 

are: “I reacted with an enhancement of confidence in the leader”; “I was frightened, 

but confident”; “from the beginning, I was solidary with the leader”; or “I valued the 

leader action”. 

Wellbeing at work is attributed to a behavior where the follower reacts with job 

satisfaction and attributes meaningfulness to his work. Examples of reaction of this 

category are: “I reacted with satisfaction and pleasure, but the behavior also gives him 

a sense of confidence and safeness”; “I reacted with satisfaction”; “I reacted with 

satisfaction and meaning”; or “I was happy and surprised to know that my opinion was 

important”. 

Job performance is attributed to behaviors where the follower reacts with an increase 

in his job performance and willingness to perform the requested tasks. Examples are “I 

showed willingness to do the surgery”; “I reacted with readiness”; “I reacted by 

contacting the client in a quick and efficient way”; or “I immediately replied to her 

questions”. 

Reactions such as: “I was surprised and with a strong sense of paternalism”; “I 

accepted the criticism and acknowledges my mistake”; “although I don’t agree with 

the position, I admire and respect his authenticity”; “I didn’t agree with the honesty of 

my superior, because it made us lost the deal”; and “I didn’t identify myself with the 

leader” were categorized as “other”. 

Table 7 synthetizes the followers’ reactions to authentic leadership behaviors. 
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Table 7 - Followers’ reactions to authentic behaviors. 

Dimension Definition Example 
Open and 
Transparent 
relationships 

The follower contributes to an 
open and transparent 
relationship. 

The follower was naturally open to 
exchange idea with him to achieve 
the best solution. 

Identification The follower reacts with pride 
in belonging to the group, 
expressing personal and social 
identification. 

The follower developed the feeling 
of belonging to the group. 

Commitment 
Engagement 

The follower reacts with 
commitment to the job; The 
follower reacts with 
engagement and with an 
increased effort. 

The follower tried to give her best. 

Acceptance The follower reacts with 
acceptance of the leader 
decision; The follower is 
engagement with the leader. 

The follower reacts with an 
enhancement of confidence in the 
leader. 

Wellbeing at 
work 

The follower reacts with job 
satisfaction and attributes 
meaningfulness to his work. 

The follower reacted with 
satisfaction and pleasure, but the 
behavior also gives him a sense of 
confidence and safeness. 

Job 
performance 

The follower reacts with an 
increase in his job 
performance and willingness 
to perform the requested 
tasks. 

The follower showed willingness to 
do the surgery. 

Other  The follower was surprised and with 
a strong sense of paternalism. 

 

5.4 Followers’ reactions to non-authentic leadership behaviors 

For the followers’ reactions to non-authentic behaviors, seven different categories 

were also created, in a similar way to the one created to authentic behaviors: passivity; 

low Identification; uncommitment/disengagement; job dissatisfaction; poor job 

performance; courageous relational transparency; and other. 

Passivity is described in the situation that the follower doesn’t contribute to an open 

and transparent relationship. Examples are: “I was disappointed, but couldn’t do 

anything, otherwise I might suffer the consequences”; “I reacted with subservience”; “I 
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accepted the situation to avoid confrontation that would penalize me”; or “I disagreed 

with the decision, but kept my opinion to myself”. 

Category “low Identification” is attributed to followers reacts with lack of personal and 

social identification with the leader/organization. Examples of responses within this 

category are: “I lost the confidence on the leader”; “I classified the behavior as 

anecdotal”; or “I regret the gap between the behaviors and ideals”. 

The follower reacts with uncommitment to the organization or reacts with lack of 

engagement is classified as uncommitment/disengagement. Examples that fit in this 

category are: “I thought if it was worth to assume the company responsibilities”; “at 

the beginning I expressed authentically my opinion, but after some time I stared just 

corroborating his opinion without further argumentation”; or “I didn’t react because 

the situation was not with me, but after that I was more wary. 

Job dissatisfaction is attributed to circumstances where the follower reacts with job 

displeasure and doesn’t attribute meaningfulness to its work. Examples are: “I felt 

displeased with the situation”; “I fear for the future”; “I didn’t assume the guilt but 

didn’t defend myself. I felt unprotected”; or “I thought it was a lost cause”. 

Poor job performance is description when the follower reacts with a decrease in his 

job performance. Examples of this category are: “I didn’t perform the surgery”; “I felt 

that I should be very careful performing my job, trying to understand what he 

wanted”; “the situation, most often, creates a great anxiety”; or “I accepted the 

decision, but never again accepted to overwork”. 

Category “courageous relational transparency”, although not included in the literature 

as a follower behavior and reaction to non-authentic leaders behaviors, was created 

due to the number of responses that showed this reaction. It is described as the 

situation where the follower confronts the leader/organization acts and arguments, 

when the follower reacts with courage and resiliency. Examples that fit this category 

are: “when I had the opportunity, I confronted him”; “I confronted the leader with his 

position”; “I wrote a document to force the resolution of the problem”; “I was 

outraged and showed him that he was inconsistent in his decision making”; or “I 

revealed my unpleasantness, telling him that he should act in a different way”. 



Authenticity of the leaders and reactions of the led 

 36 

Finally, responses such as: “I thought it was a smart act of the leader”; and “I just value 

the positive aspects of people” where categorized as “other”. 

Table 8 synthetizes the followers’ reactions to non-authentic leadership behaviors. 

In the coming chapter, the data collected will be presented as result of this research 

work, highlighting how participants characterize leaders, the leaders’ behaviors and 

followers reactions, and then leaders’ behaviors and followers reactions as a function 

of the authentic leadership level. 

 

Table 8 - Followers’ reactions to non-authentic behaviors. 

Dimension Definition Example 
Passivity The follower doesn’t 

contribute to an open and 
transparent relationship. 

The follower was disappointed, but 
couldn’t do anything, otherwise he 
might suffer the consequences. 

Low 
Identification 

The follower reacts with lack 
of personal and social 
identification with the 
leader/organization. 

The follower classifies the behavior 
as anecdotal. 

Uncommitment 
Disengagement 

The follower reacts with 
uncommitment to the 
organization; The follower 
reacts with lack of 
engagement. 

At the beginning the follower 
expressed authentically his 
opinion, but after some time he 
stared just corroborating the 
leader opinion. 

Job 
dissatisfaction 

The follower reacts with job 
displeasure and doesn’t 
attribute meaningfulness to 
its work. 

The follower didn’t assume the 
guilt but didn’t defend himself. He 
felt unprotected. 

Poor job 
performance 

The follower reacts with a 
decrease in his job 
performance. 

The follower accepted the decision, 
but never again accepted to 
overwork. 

Courageous 
relational 
transparency 

The follower confronts the 
leader/organization acts and 
arguments. The follower 
reacts with courage and 
resiliency. 

The follower confronted the leader 
with is position. 

Other  The follower thought it was a 
smart act of the leader. 

 



 

 

Chapter 4 

 
Results 

1 Introduction 

After having presented the investigation procedure, the authentic leadership 

measurement and a description of the sample, the result of this research will be 

presented in this chapter, emphasizing how participants characterize their leaders, the 

leaders’ behaviors and followers reactions, and then leaders’ behaviors and followers 

reactions as a function of the authentic leadership level and the relation between the 

sample and the followers reaction. 

2 How participants characterize leaders 

The intention of the quantitative part of the questionnaire was to acquire data on how 

followers characterize their leaders in terms of authentic leadership. The data was 

analyzed and mean values, standard deviation and correlations are presented in table 

9. As it can be seen, there is no correlation between the sample characteristic (age; 

gender; education; and length of contact) and the Authentic Leadership dimensions. 

As expected, the four dimensions of the construct intercorrelate significantly. The 

mean value for the dimensions relational transparency; internalized moral perspective; 

balanced processing; and self-awareness was of 2,37; 2,46; 2,12; and 2,11, 

respectively, in a maximum scale value of 4. The standard deviation values were 1,02; 

1,09; 1,12; and 1,08, respectively. These values result in an average of authentic 
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leadership score of 2,26 with a standard deviation of 0,94. This is better observed in 

figure 2. All the dimensions are shift to a positive score, although not far away from 

the neutral line. 

 

Table 9 – Mean values, standard deviation and correlations. 

 Mean Std.Dev. 1 2 3 4 5 6 7 8 9 

1. 36,0 7,1 1         

2. - - -0,086 1        

3. - - -0,119 0,099 1       

4. 4,60 4,16 0,219* 0,211* 0,177 1      

5. 2,37 1,02 -0,128 0,173 0,114 -0,046 1     

6. 2,46 1,09 -0,075 0,162 0,076 0,053 0,762** 1    

7. 2,12 1,12 -0,108 0,138 -0,076 -0,164 0,671** 0,734** 1   

8. 2,11 1,08 -0,122 0,089 0,016 0,095 0,611** 0,662** 0,718** 1  

9. 2,26 0,94 -0,123 0,159 0,034 -0,019 0,862** 0,900** 0,893** 0,853** 1 

* Correlation is significant at the 0,05 level (2-tailed); ** Correlation is significant at the 0,01. 
1. Age; 2. Gender; 3. Education; 4. Length of contact; 5. Relational transparency; 6. 
Internalized moral perspective; 7. Balanced processing; 8. Self-awareness; 9. Authentic 
leadership 

 

 

 

Figure 2 - Authentic leadership dimensions mean values 
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3 Leaders’ behaviors and followers reactions 

The qualitative part of the questionnaire was dedicated to acquire the leaders’ 

authentic and non-authentic behaviors, as seen by the followers, and the reactions of 

the followers due to those behaviors. With the classification of each behavior and 

reaction according to the categories presented in the previous chapter, and 

summarized in figure 1, a linkage between the leaders’ authentic and non-authentic 

behaviors can be made with the follower’s reaction. 

Table 10 presents the linkage between the leaders’ authentic behaviors and followers’ 

reactions. From the inquiries, 52 responses were linked. 

It can be concluded that the most often linkage is between the leader relational 

transparency and the follower acceptance. In a second order of relevance is the 

linkage between internalized moral perspective and wellbeing at work. It can also be 

observed that open and transparent relationships, identification and job performance 

are followers’ reactions with a low appearance frequency, whatever the authentic 

behavior of the leader. 

Some authentic behaviors lead to reactions that the literature does not consider to be 

part of authentic leadership theorization: “I was relief but also thankful”; “I accepted 

the criticism and acknowledge my mistake”. Interestingly, some authentic leaders’ 

 

Table 10 - Leaders’ authentic behaviors and followers reactions. 

 

Followers reactions 
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Relational transparency 2 0 1 8 2 1 4 18 
Internalized moral perspective 0 2 1 3 4 0 2 12 
Balanced processing 1 0 1 1 2 1 1 7 
Self-awareness 0 0 3 2 2 1 2 10 
Other 0 0 0 1 2 1 1 5 
TOTAL 3 2 6 15 12 4 10 52 
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behavior lead to negative reactions: “Although I don’t agree with my leader position, I 

admire and respect his authenticity”; “The follower didn’t identify herself with the 

leader”; “I didn’t agree with the honesty of my superior, because it made us lose the 

deal”. The last behavior I rather interesting – honesty is not appreciated in some cases.  

Table 11 present the linkage of the leaders’ non-authentic behaviors and follower’s 

reactions. From the inquiries, 60 responses were linked. 

Analyzing the results, the most common reaction for non-authentic behavior is a lack 

of personal and social identification with the leader/organization. The linkage between 

the leader lack of internalized moral perspective and the follower low identification is 

the most cited association, followed by the leader lack of self-awareness, which also 

leads to a significative low identification reaction. 

Interesting is the number of linkage between non-authentic behavior and courageous 

relational transparency, this is, the follower confronts the leader/organization acts and 

arguments to the non-authentic behavior of the leader. Examples of this are: “I 

confronted him”; “I wrote a document to force the resolution of the problem”; “I told 

my superior that I was aware of my rights and that I was not asking for unreasonable 

issues”; “I was outraged and showed to my superior that he was inconsistent in his 

decision making”; “I reveal my unpleasantness, telling him that he should act in a 

different way”; “I expressed my displeasure with the situation”. This result has been 

linked 15 times and is the second most liked reaction to non-authentic leader 

 

Table 11 - Leaders’ non-authentic behaviors and followers reactions. 

 

Followers reactions 

 

 

Leaders’ behaviors 

P
as

si
vi

ty
 

Lo
w

 Id
e

n
ti

fi
ca

ti
o

n
 

U
n

co
m

m
it

m
e

n
t 

D
is

e
n

ga
ge

m
e

n
t 

Jo
b

 d
is

sa
ti

sf
ac

ti
o

n
 

P
o

o
r 

jo
b

 p
e

rf
o

rm
an

ce
 

C
o

u
ra

ge
o

u
s 

re
la

ti
o

n
al

 

tr
an

sp
ar

e
n

cy
 

O
th

e
r 

TO
TA

L 

Lack of relational transparency 1 3 1 4 4 4 0 17 
Lack of internalized moral perspective 3 7 2 2 0 4 1 19 
Lack of balanced processing 1 0 0 3 0 2 0 6 
Lack of self-awareness 0 5 1 3 1 4 0 14 
Other 0 2 0 0 1 1 0 4 
TOTAL 5 17 4 12 6 15 1 60 
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behavior, just after low identification. In the opposite, is the passivity reaction, this is, 

the leader non-authenticity leads to a lack of the follower contribution to an open and 

transparent relationship. 

Analyzing the most significative non-authentic behaviors, lack of internalized moral 

perspective and lack of relational transparency are highlighted. The lowest significative 

one is lack of balanced processing. 

4 Leaders’ behaviors and followers reactions as a function of 
authentic leadership level 

 

In this section, the leader’s behaviors and followers’ reactions will be linked to one 

another as previously, but this linkage will be filtered according to the authentic 

leadership level. For that, the authentic leadership score was divided in five levels: 

“low”, “insufficient”, “medium”, “good” and “high”. From the complete sample of 

results, it was obtained the distribution presented in figure 3. 

Therefore, the linkage will include in a first part only inquiries where the authentic 

leadership measurement was scored good and high (highly scored) and in a second 

part the questionnaires with insufficient and low levels of authentic leadership 

measurement (weakly scored). 

 

Figure 3 - Authentic leadership measurement distribution. 
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20% 

Insufficient 
17% 

Medium 
21% 

Good 
21% 

High 
21% 
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4.1 Followers’ reactions to leaders scored as highly authentic (ALQ) 

Table 12 presents the leaders’ authentic behaviors and followers reactions for the 

leaders who were scored as highly authentic, according to the ALQ. A total of 26 

responses are linked. 

From this group of descriptions of the leaders’ behaviors, the most cited category is 

relational transparency, with 12 citations. All other categories are also reported: 

internalized moral perspective 5 times; balanced processing 3; and self-awareness 4 

times. Two behaviors are categorized as “other”: “the leader believed in my potential 

and supported me in a hard and long process” and “after a defeat, the leader 

encouraged everybody”. It is with no surprise that these two behaviors are attributed 

to leaders with good and high levels of authentic leadership measurement. 

The most reported linkage between behaviors and reactions is the relation between 

relational transparency and acceptance, in what seems to indicate that when the 

leader openly shares information and express true thoughts, opinions and feelings, the 

follower reacts with acceptance of the leader decision and is engaged with the leader. 

In what concerns the followers’ reactions, the most referred is acceptance; second by 

category “other”. The behaviors here expressed were: “I was relief but also thankful”; 

 

Table 12 - Leaders’ authentic behaviors and followers’ reactions for leaders scored as 
highly authentic (ALQ). 
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Internalized moral perspective 0 0 1 1 2 0 1 5 
Balanced processing 1 0 0 1 1 0 0 3 
Self-awareness 0 0 1 1 0 1 1 4 
Other 0 0 0 1 0 1 0 2 
TOTAL 3 0 3 8 4 3 5 26 
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“I accepted the criticism and acknowledge my mistake”; “I reacted with admiration for 

the professional treatment of the case”; “Although it was not related with me, I was 

stress with the unexpected situation”, and “I didn’t agree with the honesty of my 

superior, because it made us lost the deal”. 

Interesting to see that good and high levels of authentic leadership measurement do 

not lead to identification behaviors, this is, reactions of pride in belonging to the 

group, or personal and social identification. 

Table 13 presents the linkage of leaders’ non-authentic behaviors and followers 

reactions, also considering the questionnaires where the authentic leadership 

measurement was scored good or high. 19 responses were linked. 

The most mentioned leaders’ behaviors are lack of relational transparency and lack of 

internalized moral perspective. The followers’ reactions are scattered almost by all the 

considered categories. Only the category uncommitment or disengagement was not 

reported. Interesting is that from this cross linkage, the most referred follower 

reaction is courageous relational transparency, described previously as the 

confrontation of the leader/organization acts. 

 

Table 13 - Leaders’ non-authentic behaviors and followers’ reactions for leaders scored 
as highly authentic (ALQ). 
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Lack of relational transparency 0 1 0 1 2 2 0 6 
Lack of internalized moral perspective 2 2 0 1 0 1 1 7 
Lack of balanced processing 1 0 0 0 0 1 0 2 
Lack of self-awareness 0 1 0 1 0 1 0 3 
Other 0 0 0 0 1 0 0 1 
TOTAL 3 4 0 3 3 5 1 19 
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4.2 Followers’ reactions to leaders scored as weakly authentic (ALQ) 

Table 14 presents the linkage of the leaders’ authentic behaviors and followers 

reactions in the above referred scenario, this is, if only insufficient or low levels of 

authentic leadership are considered. A total of 16 replies were linked. A dominant 

behavior was not highlighted, nor any special relation between behaviors and 

reactions. 

The followers’ reactions categories to leaders’ authentic behaviors: open and 

transparent relationships and job performance have no citation; categories: 

commitment or engagement, and Identification have one and two citations, 

respectively. Wellbeing at work and acceptance were linked four and five times. 

Category “other” was referred four times: “I was surprised and with a strong sense of 

paternalism”; “I was admired with the action”; “I didn’t identify myself with the 

leader”; and “Although I don’t agree with my leader position, I admire and respect his 

authenticity”. The last reported behavior, is especially interesting do to the fact that 

the follower admires and respects the leaders authenticity, but scores the leader with 

a low level of authentic leadership.  

Finally, in the top of leaders’ behavior are: lack of relational transparency; lack of 

internalized moral perspective; and lack of self-awareness, with the first category cited 

8 times and the last two cited 9 times. lack of balanced processing is cited 4 times. 

category “other” was cited only once: “my supervisor doesn’t care about the 

requalification of the service”. 

the followers’ behavior more times cited is low identification, followed by job 

dissatisfaction and by courageous relational transparency, with 11; 9 and 7 citations, 

respectively. passivity and uncommitment or disengagement categories were cited 2 

times. poor job performance and “other” were not cited. 

linking the behaviors and the reactions, the only relations with four or more citations is 

the followers’ reaction low identification with the leaders’ behavior of lack of self-

awareness and lack of internalized moral perspective. 
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table 15 shows the linkage of the leaders’ non-authentic behaviors and followers 

reactions, considering merely the questionnaires where insufficient and low levels of 

authentic leadership were measured. A total of 31 responses were linked. 

 

Table 14 - Leaders’ authentic behaviors and followers’ reactions for leaders scored as 
highly authentic (ALQ). 
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Relational transparency 0 0 0 2 1 0 1 4 
Internalized moral perspective 0 2 0 1 1 0 0 4 
Balanced processing 0 0 0 0 0 0 1 1 
Self-awareness 0 0 1 1 1 0 1 4 
Other 0 0 0 0 2 0 1 3 
TOTAL 0 2 1 4 5 0 4 16 

In the top of leaders’ behavior are: lack of relational transparency; lack of internalized 

moral perspective; and lack of self-awareness, with the first category cited 8 times and 

the last two cited 9 times. Lack of balanced processing is cited 4 times. Category 

“other” was cited only once: “My supervisor doesn’t care about the requalification of 

the service”. 

The followers’ behavior more times cited is low identification, followed by job 

dissatisfaction and by courageous relational transparency, with 11; 9 and 7 citations, 

respectively. Passivity and uncommitment or disengagement categories were cited 2 

times. Poor job performance and “other” were not cited. 

Linking the behaviors and the reactions, the only relations with four or more citations 

is the followers’ reaction low identification with the leaders’ behavior of lack of self-

awareness and lack of internalized moral perspective. 
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Table 15 - Leaders’ non-authentic behaviors and followers’ reactions for leaders scored 
as weakly authentic (ALQ). 
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Lack of relational transparency 1 2 1 3 0 1 0 8 
Lack of internalized moral perspective 1 5 0 1 0 2 0 9 
Lack of balanced processing 0 0 0 3 0 1 0 4 
Lack of self-awareness 0 4 1 2 0 2 0 9 
Other 0 0 0 0 0 1 0 1 
TOTAL 2 11 2 9 0 7 0 31 

 

 

 

 



 

 

Chapter 5 

 
Discussion and conclusions 

1 Discussion of main findings 

The goal of this master dissertation thesis was to explore the dimensionalization of the 

behaviors of authentic leadership and understand how the authentic and non-

authentic behaviors of the leaders influence the followers’ reactions. Therefore, three 

operational objectives are pursued: (1) categorize the behaviors of authentic leaders; 

(2) categorize the reactions of the followers; and (3) understand the relation between 

the leaders’ behaviors and the reactions of the followers. To achieve these goals, a 

three parts survey was developed, one part dedicated to the authentic leadership 

measurement of the leader by the followers, a second part making use of the critical 

incidents methodology to obtain situations of authentic and non-authentic leadership 

and the respective reactions of the led. A final part was dedicated to the sample 

characterization. 

The authentic leadership measurement (ALQ) was used to classify the sample and to 

assist the interpretation of the critical incidents reported, this is, to comprehend in 

what degree is the behaviors and reactions influenced by the authenticity of the 

leaders. 

The global authenticity leadership (ALQ) obtained by the used authentic leadership 

questionnaire is positive (2,26 in a 0 to 4 scale), although very close to the neutral 

edge, Rego et al. (2012) measured a value of 2,9 and Vitória (2010) a value of 2,6. Both 

the cases are obtained in Portugal. Avolio et al. (2009) applied the ALQ to an US and a 
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Chinese sample, obtaining an authenticity score of 2,67 and 2,33, respectively. The 

present measurement, although lower than the cited reports, is not significantly 

different. 

The same is true for each one of the measured dimensions: relational transparency; 

internalized moral perspective; balanced processing; and self-awareness. 

Self-awareness is the lowest scored dimension (2,11), meaning the leaders may have a 

lack of capacity to show their vision and sense of the world, lack of recognition and 

knowledge of their own strengths and weaknesses, and lack of awareness of how 

others see them and the impact they have on others (Kernis, 2003; Vitória, 2010; 

Walumbwa et al., 2008). Within this dimension, Vitória (2010) measured an average 

value of 2,6 and Avolio et al. (2009) a score of 2.53 and 2.18 for the US and Chinese 

sample, respectively. For the three samples measured in these reports 

(Avolio et al., 2009; Vitória, 2010), the lowest score dimension is always balanced 

processing. 

Internalized moral perspective is credited to leaders who are guided by high moral 

standards, based on values and ethics, and not on social and organizational pressure. 

In the present study, it was scored 2,46, and it is the highest score dimension. In the 

previously cited literature, the same is verified. Vitória (2010) measured an average 

value of 2,6 and Avolio et al. (2009) a score of 2.87 and 2.55 for the US and Chinese 

sample, respectively. 

When relating the authenticity leadership measurement with the sample 

characteristics, no significant correlation was observed. 

1.1 Leaders’ behaviors 

The majority of the cited situations were possible to be categorized within the four 

dimensions of the authentic leadership construct as presented in the literature: 

relational transparency; internalized moral perspective; balanced processing; and self-

awareness, or in their opposite classification when reporting the non-authentic 

behaviors: lack of relational transparency; lack of internalized moral perspective; lack 

of balanced processing; and lack of self-awareness. Nevertheless, certain types of 



Discussion and conclusions 

 49 

critical incidents, considered by the responders as authentic, are not part of the four 

dimensions of the authentic leadership measurement. About 5% of the authentic 

behavior and about the same value of non-authentic behaviors were classified as 

“other”. As referred in the review chapter, different leadership theories share core 

components and minor or implicit component, and the different theorizations need to 

include the people but also the context (Avolio et al., 2004; Avolio et al., 2009; 

Harter et al., 2003a; Harter et al., 2003b; House et al., 2002; Osborn et al., 2002; 

Rego et al., 2008; Yukl, 2008; Zhu et al., 2004). Cultural context may lead to different 

interpretation of the meaning of a behavior. 

The cultural context may be also the reason why it was found that some behaviors 

considered non-authentic, e.g.: “The leader inflated the level of product demand to 

impress potential clients”, cause positive or approval reactions. But the opposite, 

authentic behaviors leading to disapproval reactions, is also true: “I didn’t agree with 

the honesty of my superior, because it made us lose the deal”. Honesty is not valued in 

this context. 

1.2 Reactions of the followers 

In what concerns the categorization of the reactions of the followers, the majority of 

the reported reactions fitted within the categories cited in the literature. The reactions 

to authentic behaviors were mostly in the context of: open/transparent relationships; 

identification; commitment/engagement; acceptance; wellbeing at work; and job 

performance. Some other reactions were classified as “other”. The reactions to 

unauthentic behaviors were categorized as: passivity; low Identification; 

uncommitment/disengagement; job dissatisfaction; poor job performance; and 

surprisingly, as courageous relational transparency. Courageous relational 

transparency is described as the situation where the follower confronts the 

leader/organization acts and arguments, when the follower reacts with courage and 

resiliency. Also some described reactions where not possible to be categorized within 

this dimensions, therefore an “other” category was created. 

Open and transparent relationships, identification and job performance are followers’ 

reactions with a low appearance frequency, whatever the authentic behavior of the 
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leader. One may believe that this may be because these are mostly active actions 

behaviors (the follower contributes to an open and transparent relationship; the 

follower reacts with an increase in his job performance). Acceptance and wellbeing at 

work on the other hand may be considered passive or emotional reactions. 

Very interesting is the number of courageous relational transparency reactions to 

non-authentic leaders’ behaviors. About 15% of the reaction to non-authentic 

behaviors is the confrontation of the leader or organization acts. The average follower 

with this reaction is a woman, with a licentiate or PhD degree, with an age in the thirty 

something, and working for 3 or more years with the leader. This reaction is a sign of a 

courageous and resilient person. 

1.3 Relation between the leaders’ behaviors and the reactions of the 
led 

Finally, trying to understand the relation between the leaders’ behaviors and the 

reactions of the followers it was fond that within authentic leadership behaviors, the 

most often linkage is between the leader relational transparency and the follower 

acceptance, followed by the linkage between internalized moral perspective and 

wellbeing at work. Open and transparent relationships, identification and job 

performance are followers’ reactions with a low appearance frequency, whatever the 

authentic behavior of the leader. Considering the reaction to inauthentic behaviors, 

the most common reaction is a lack of personal and social identification with the 

leader/organization. The leader lack of internalized moral perspective and lack of self-

awareness lead to a low identification reaction. 

Considering the leaders scored as highly authentic (ALQ), the most cited authentic 

leadership dimension is relational transparency. In this scenario, the most reported 

linkage between behaviors and reactions is the relation between relational 

transparency and acceptance, in what seems to indicate that when the leader openly 

shares information and express true thoughts, opinions and feelings, the follower 

reacts with acceptance of the leader decision and is engaged with the leader. Still in 

this scenario, but analyzing the non-authentic behaviors, the most mentioned leaders’ 

behaviors are lack of relational transparency and lack of internalized moral 



Discussion and conclusions 

 51 

perspective. Interesting is that from this cross linkage, the most referred follower 

reaction is courageous relational transparency. 

Considering the leaders scored as weakly authentic (ALQ), a dominant authentic 

behavior was not highlighted, nor any special relation between behaviors and 

reactions. Considering the non-authentic leadership situations, the most referred 

behaviors are lack of relational transparency, lack of internalized moral perspective 

and lack of self-awareness, and the followers’ reactions more times cited are low 

identification, job dissatisfaction and courageous relational transparency. 

2 Limitations and future studies 

The sample size is small and its’ features are idiosyncratic, considering that most of the 

individuals are well educated. Future studies should consider a larger sample size and 

with a balanced educational profile. The sample size resulted in a low relationship 

between leaders’ behaviors and followers’ reactions, which may create a bios effect on 

the conclusions. 

The leaders’ qualification levels were not inquired, which didn’t allow the 

measurement of the educational qualification deference between the leader and of 

the led. This is an important aspect that could assist the comprehension of how the 

same leadership behavior may raise different reactions in the followers, e.g. it is 

possible that confrontational behaviors carried out by the followers are more likely 

when there is an educational balance. It is also possible that passive and submissive 

behaviors are more common in collaborators with a much inferior educational level 

than of the leader. 

Naturally these moderating effects may also result from different personality 

characteristics of the followers, e.g. it is possible that confrontational behaviors are 

more probable in followers with higher self-esteem and self-reliance. Future studies 

should consider these variables as moderators of the relationship between leadership 

behaviors and reactions of the led. 

 





 

 

Appendix 

1 Questionnaire 

(in Portuguese) 

 

 

Prezado(a) Sr. (a)  

Estamos a estudar como as pessoas percepcionam e reagem ao comportamento dos 

seus superiores/líderes. Ficaria muito grato se pudesse colaborar, respondendo a 

algumas questões. Note que não há respostas certas nem erradas. Por favor, descreva 

a realidade tal e qual como a vê. As respostas são completamente anónimas. Por 

conseguinte, não coloque o seu nome em lado algum.  

Se desejar conhecer os resultados da investigação, queira por favor contactar-nos 

(vneto@ua.pt). Entretanto, ficamos ao seu dispor para a eventualidade de desejar 

colocar-nos alguma outra questão ou comentário. 

Ficamos desde já gratos pela sua colaboração. Com os mais respeitosos cumprimentos 

Victor Neto 

 

 

 

mailto:vneto@ua.pt
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PENSE NO SEU LÍDER 

1. Pense no(a) seu(sua) superior/líder. Com que frequência ele(a) adopta os 

comportamentos abaixo descritos? Use, por favor, a escala de seguinte, colocando o 

número correspondente à frente de cada afirmação: 

Nunca Uma vez por outra Por vezes Com alguma frequência Frequentemente, se não sempre 

0 1 2 3 4 

 

O/A meu/minha superior/líder: 

Diz exactamente o que pensa. 
 

Assume os erros que comete. 
 

Encoraja todos a dizerem o que pensam. 
 

As suas acções são consistentes com as suas crenças. 
 

Toma decisões baseado(a) nos seus valores fundamentais. 
 

Toma decisões difíceis baseado(a) em elevados padrões éticos. 
 

Solicita-me pontos de vista que questionem as suas (dele/a) posições mais profundas. 
 

Analisa informação relevante antes de tomar uma decisão. 
 

Ouve cuidadosamente diferentes pontos de vista antes de tirar conclusões. 
 

Tem uma noção clara do modo como os outros encaram as suas (dele/a) capacidades. 
 

Sabe quando é a altura de reavaliar as suas posições em assuntos importantes. 
 

Compreende como as suas acções têm impacto nos outros. 
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2. Autenticidade significa naturalidade, sinceridade, franqueza, transparência no 

relacionamento com as pessoas e orientação ética. As pessoas autênticas conhecem as 

suas forças e fraquezas, ou seja, conhecem-se bem a si próprias. O seu superior/líder 

pode ser umas vezes mais autêntico, outras vezes menos. Descreva-nos duas 

situações, uma de maior e outra de menor autenticidade do seu superior/líder. Diga 

como realmente o(a) seu(sua) superior/líder se comportou. Refira também como você 

reagiu a esse comportamento. 

 

Situação de autenticidade 

Pense numa situação concreta em que o(a) seu(sua) superior/líder se comportou de 

modo autêntico. 

Descreva, por favor, como o(a) seu(sua) superior/líder se comportou: 

 

 

 

Refira, agora, como você reagiu perante esse comportamento do(a) seu(sua) 

superior/líder: 

 

 

 

Situação de falta de autenticidade 

Pense, agora, numa situação concreta em que o(a) seu(sua) superior/líder não se 

comportou de modo autêntico. 

Descreva, por favor, como o(a) seu(sua) superior/líder se comportou: 
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Refira, agora, como você reagiu perante esse comportamento do(a) seu(sua) 

superior/líder: 

 

 

Por favor, refira agora alguns elementos pessoais: 

Idade                        Sexo: M      F              Habilitações literárias                                                  

. 

Há quantos anos trabalha com o(a) seu(sua) superior/líder cujos comportamentos 

descreveu? 

               .  

MUITO OBRIGADO PELA SUA COLABORAÇÃO! 
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